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+ Discussion of Prerequisites for Intelligence Production Planning

1. This committee has been asked to make recommendations on a plan for
the production of intelligence needed to support the policy-making
bodies of the government., An examination of this task which confronts
the committee leads directly to three questions which it would be well
to answer in order to gain understanding of the nature of a suitable
plan. These questions are:

a) What policy-making bodies of the government should the
intelligence production of CIA support?

b) What intelligence is needed by such bodies?

¢) What proportion of such intelligence can be planned?

2, a) There is probably general agreement within the committee on
Mr. Stout's statement that there are two categories of policy-making
bodies of.the government, i. e.,, the framers of high poiicy, and the
framers of lesser policy within the limits of high policy. The first
category is usually understood to include the President, the NSC, the
JCS, and such other bodies as are or may become responsiblé for formu-
lating basic national policy. The framers of lesser policy are not so
easily identified. They constitute a large, amorphbus, and shifting
category whose intelligence demands may range from the urgent to the

relatively trivial.
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b) No authoritative, definitive statement has ever been made as to
what bodies among thése two categories of policy-makers should be
directly supported by CIA. (The probability that almost all asuch
bodies are indirectly supported by CIA need not concern the committee at
this time, since indirect support does not involve production commit-
ments.) However, the Reitzel Committee, after studying the basic
documents pertaining to CIA's mission, concluded that the authoritative

focus of ORE intelligence should be the highest policy-meking level of

government. This interpretation rests upon the standard definition of
national intelligence as Wintegrated departmental intelligence that
covers the broad aspects of national policy and national security, is
of concern to more than one Department . . ., and transcends the exclusive
bompetence of a single Department.," Inﬁelligence treating of the broad
supra—departmental aspects of national policy and security is by its
very terms intended to support the framers of high policy as distin-
guished from the framers of lesser policy within high policy limits.

¢) In addition, the Reitzel Committee recognized that CIA was
forced to engage in some forms of lower-level intelligence productlon
which was not otherwise procurable, and which was necessary as a
foundation for the higher-level production. However, the fact that CIA
produces types of intelligence which are somsthing less than "national"
in character is the result of necessity rather than of direction or

fixed responsibility.
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d) Certain "services of common concern" are legal responsibilities
of CIA. Only a portion of thése services now include or are likely to
include the production of intelligence. Such intelligence is in the
nature of cartography, national intelligence surveys, or other types
of a less than estimative character. In general, the intelligence
product of these "services of common concerd! does not directly serve
the highest national policy level. To this extent only, then, CIA is
charged with supporting a secondary level of policy within the gov-
ernment.

¢) The foregoing discussion leads definitively to the conclusion
that CIA's intelligence production is meant to support the highest
policy-framing echelon of government, and that it should support
lesser policy echelons only when it can do so without prejudicing its
primary support mission, or when required to do so by law or agreement.
It is suggested therefore that the committee agree at the outset that
whatever plan it finally recommends be addressed only to the needs of
the highest policy-making echelon of the government. This suggestion
is made in full knowledge of the fact that CIA must produce intelli-
gence of a less than "national character, which undoubtedly should be
planned. Since the latter type of intelligence'furnishes indirect, rather
than direct support to the highest policy level, the advisability of
planning for it at this stage of the committeets work is smomewhat
questionable.
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3, a) If the commlittee agrees that CTA should direet its intelligence
to the highest level of pdlicy—makers, the next question that arises is:
What kind of intelligence is needed by them? The question can be answered
superficially by saying that top policy-makers need basic, current, and
staff intelligence at various times and in differing degrees. However,
this sort of answer brings the committee no nearer to solution of its
planning problem.

~b) The Question can be answered much less superficially by examin-

ing the cle§§5§?ﬁATost helpful "Anatomy of the Intelligence Process"

contained i_paper of 26 JanuaygyqKrom the standpoint of

the present discussion, the chief value o- "inatomy" is that.

it throws light into some of the dark corners of basic, current, and
staff intelligence, and selects in each of those broad fields the
olements which are of interest to policy-makers, i.e4,

1) Analysis of'bearing of significant patterns or trends on
U. S. security interests.

2) sSignificant spot reports‘

3) Preliminary estimates

L) Broad estimates and projections.

¢) Nevertheless, the question of what intelligence is needed by

the highest policy-mekers 1s still not completely answered until one
establishes a more concrete basis of selection for intelligence of real

value to them. The easiest basis for selection is a continual cuegtioning
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of policy-makers as to their needs. This hes not been done in the-
past. The possibility of its beinz done in the future is uncertain.
Even 1f 1t were to be done it might well, unless carefully handled, de=-
crease the necessary qualities of imagination and national security
consclousness in the intelligence production process.

d) A second basis of selection for intelligence is an exam-
ination of what policy-makers are responsibile for. Among their di-
verse respoﬁsibilities those which appear most important from an
intellizence support viewpolnt are:

1) Assessment of U, $. foreign interest, risks,
comaitments, and objectlves.

2) BEstablichment of U, S. policles.

3) Determinstion of U. 3. courses of action.

e) From the foregoing responsibilities of top policy-makers,
there can be deduced certain broad cognate intelligence functlons
whieh can be used as a guicde for selection of provwer national intelli-
gence production, On the assumption that U. 8. commitments, objectives,
and oolicies are relatively well-known, these broad intelligence
Junctions can be stated as followss

I. To identify those interests and risks which have

_enouzh_actual or notential sirnificance to cause or %0 warrant alter=-

Stions in U, 5. foreizn. commitments, obiectives, or nolicles.

II. To describe the probable effects of possible U. 5.

courses of action relatec to such identifications,

SECR
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III. In relation to such U 8, courses of action, %92

assess hostile, friendly. and neutral canabilitles, includinz actual

and probeble courses of sctlon, in the 1izht of their objectives, vul-

nergbilities, and other determinin: factors.

£) If any of the foregoing functions has more importance thaen
the others, it is the second. Essentially, the object of identifying
U. &. riske and interests is to ald in determining if present courses
of action are adecuate, or if new oﬁes are necessary. Again, the
reasons for ascessinz foreign capabilities and courses of action are to
determine if they necessitate new or altered U, S. courses of action.

g) Horeover, since the identification of U, 8. foreign
risks and interests can proceed on the policy as well as on the in-
tellizence level of goverament, function (I) listed above is less
sssential from an‘intelligence support standpoint than functlons (III)
or (II). Therefore, although the order of derivation of the three in-
telligence functions is (1), (1I), (III), the order of magnitude is |
(11), (I1I), (I).

h) The foregoing discusaion of functions is intended to con-
vey the thought that estimates treating of the probable affects of
possible U. S. courses of action constitubte the type of intelligence
production, aslde from urgent current intelligence, which is most
valuabie and most germsne o the highest level of government. This

type of production must be founded upon'and coordinated with other
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estimates concerniag the ideantification of U, S. interests and risks,
{function I sbove), anid the aszessmeat of foreign capabilitiles and courses
of action {function III above), |

i) It is recoynized, of course, that the top policy echelon
of soverament 1s interested 1n, and has requested intelliggnce estiﬁates
‘that fall chiefly unier functiéns (1) and (III). This doég not mean,
however, that intelligence producers can conscientiously iznore {function
(11).

i) If the committee concurs in the foregoing statement of
intelligence functions, it 1s suggested that they be adopted as a
gulde for planning, and that special attention be given to function (1I),

which appesrs bto have been undervalued in past CIA production,

hixnd
I
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WOTE: The third question listed in paragraph 1 of the forﬁgoing

1
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discussion will be treated in a separate wmaper.,
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